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ills  project  aimed  at  clarifying  leadership  style  with  rOpcct  to  qualities 
affecting  leader-follower  relationships  and  making  for  effective  or  ineffect- 
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Final  Report  on 

Relational  Qualities  of  Leadership  Stylo 

Edwin  P.  Hoi  lander 
Principal  Investigator 
Stats  Uni  varsity  of  New  York  at  Buffalo 


I . Major  Purpose  and  Tasks 

The  purpose  of  this  project  has  been  to  identify  and  study  qualities  of 
leadership  stylo,  emphasizing  the  relationship  between  leaders  and  followers.  It 
is  part  of  a series  of  investigations  of  leador-fol lower  transaefiens  in  various 
situations.  The  project  has  produced  e number  of  products,  of  varying  kinds, 
which  can  be  helpful  in  understanding  leadership  in  more  dynamic  terms.  A list 
of  Technical  Reports  and  Related  Publications,  indicating  some  of  these  products, 
is  attached. 

Throe  distinct  tasks  were  undertaken  and  comp  I clod  in  the  life  of  the  project. 
First,  pertinent  I i teraturo  was  reviewed  end  evaluated  regarding  implications  for 
the  relational  qualities  of  leadership  style.  Second,  experimental  work  was  done 
to  examine  further  the  effects  of  the  leader's  source  of  authority,  in  appointment 
or  election,  on  followers,  and  also  how  personality  and  task  factors  relate  to  Iho 
emergence  of  leaders.  Third,  critical  incidents  of  good  and  bad  leadership  w re 
gathered  with  ratings  of  seven  stylistic  qualities  of  leadership,  from  a variety  of 
respondents  including  midd lo- level  managers  In  three  field  settings,  fo  refine  an 
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II.  Literature  Reviews  and  Evaluations 

There  are  three  reports  completed  under  this  project  which  dost  with  quite 
distinctive  areas  of  the  leadership  literature.  Tho  first  of  these  in  sequence 
is  Tochnicfil  Report  No.  2 on  social  exchange  processes;  it  is  due  to  appear  as  a 
chapter  in  a book  on  this  topic.  The  next  is  Technical  Report  No.  *>  on  loader 
legitimacy,  influence,  and  innovation,  which  has  been  published  in  a book  on  group 
processes.  Tho  most  recent  is  Technical  Report  No.  7 on  issues  in  comparing  women 
and  men  as  leaders,  which  has  recently  been  submitted  for  publication  in  a journal 
devoted  to  work  on  sox  roles.  It  is  also  noteworthy  that  Technical  Report  No.  6 
is  an  integrated  statement  of  ideas  about  tiio  transactional  perspective  cn  leader- 
ship  which  servos  to  tie  together  much  of  tho  work  surveyed  in  these  other  reports. 


III.  Experiments 

Pursuing  the  broader  lino  of  research  on  followers'  reactions  to  leaders,  a 
pair  of  experiments  wore  conducted  by  Hollander,  Fallon,  and  Edwards  and  reported 
in  Technical  Report  No.  I.  Both  experiments  Involved  four-man  discussion  groups 


for  which  in  half  the  cases  there  was  an  elected  leader  end  in  tho  other  half  en 
appointed  one.  The  groups  discussed  urban  problems  lor  a typical  large  city  called 


Colossus.  The  task  was  to  arrive  at  a group  ranking  for  each  of  the  problem  cress. 
The  primary  measure  involved  was  the  loader's  influence,  whether  he  was  elected  or 
appointed,  after  tho  group  had  been  told  how  they  ware  doing  in  these  rankings 
compered  to  exports  in  the  field.  This  was  the  "success"  or  "failure"  condition. 
Tho  general  finding  was  a significant  difference  in  the  leader's  Influence,  after 
"failuro"  feedback,  favoring  the  elected  leader;  alternatively,  after  "success" 


feedback,  the  olocted  leader  was  more  likely  to  lose  influence,  which  was  not  the 
case  for  the  appointed  leader.  The  second  experiment  in  this  pair  extendod  this 
design  in  to  a third  phase  in  whicn  the  leader  could  be  retained  or  deposed  after 
the  group  received  success  or  failuro  feedback  from  the  choices  made  in  tho  second 
phase.  The  elected  leader's  heightened  Influence  after  failuro  was  found  to  bo 
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short-1 ivod.  If  the  group  saw  continued  failure,  then  fhe  elected  le<xbr  was  likely 
to  be  deposed.  Other  implications  for  leader  succession  were  found,  and  those  ere 
reported  more  fully  in  the  article  published  in  the  Journal  of  Psychology  in  i 977 . 

In  another  experiment,  reported  in  Technical  Report  ho.  3,  Gleason,  Seaman, 
and  Hollander  looked  at  emergent  leadership  in  four-man  groups  involved  in  a model- 
building  task.  Tho  point  of  this  research  was  to  relate  a personality  character i st 
— i.o.,  Machiavellianism,  which  is  a tendency  to  attempt  to  exert  manipulative 
control  over  others  — to  a feature  of  the  task  situation,  i.e.,  Structure  with  re- 
spect to  whether  or  not  specific  procedural  instructions  are  given  to  the  group  in 
doing  the  construction  task.  Of  tho  four  persons  in  each  group  cf  males,  one  had 
scored  High,  one  Low,  and  two  Medium  on  the  Machiavellianism  Scale.  In  general,  it 
was  found  that  those  who  wore  Medium  were  significantly  preferred  as  leaders  than 
those  who  ware  High  or  Low,  especially  in  the  Low  Structure  conditions.  That  condl 
tion  also  proved  to  ho  the  one  which  most  favored  the  emergence  of  leaders.  The 
fuller  implications  of  this  experiment  wore  reported  in  an  article  published  in 
Soc i a I Behavior  and  Persona  lily  in  1973. 

IV.  Critical  Incidents  and  Ratings  of  Good  arid  Bod  Leadership 

Two  studies  were  done  to  got  at  qualities  of  leader  behavior  perceived  to  La 
rolated  to  good  a.nd  bad  leadership  by  fol lovers.  Bolh  used  the  critical  incidents 

technique,  ns  well  as  rating  scales.  The  former  is  moro  open-ended  insofar  as  it 
asks  respondents  to  doscribo  a situation  In  which  effective  or  ineffective  loader 
behavior  was  displayed,  tho  latter,  in  this  case,  involves  seven  qualities  which 
are  specifically  identified  for  rating  of  tho  leader  mentioned  in  the  incident. 

They  are:  Compliance,  Directiveness,  Involvement,  Percept iveness,  Reward  I njnoss, 
Tima  Orientation,  and  Trustworthiness.  Technical  Report  No.  5 reported  an  explora- 
tory study  by  Hollander  and  Holder  in  which  male  and  female  college  students  were 
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asked  1o  tlvo  critical  incidents  they  had  experienced  In  which  .ocd  or  bad  leader- 
ship was  shown.  Then  they  rated  the  loader  in  each  incident  on  live-point  scales 
for  the  qualities  just  listed.  A major  finding  was  produced  by  e content  analysis 
of  the  incidents  which  indicated  similar  and  consistent  differences  in  the  factors 
differentiating  good  from  bad  leadership  for  both  measures.  There  also  was  a 
significant  difference  between  appointed  vs.  non-eppoi nted  loaders  tor  bad  leader- 
ship, but  not  for  good  leadership.  Generally,  good  leaders  of  either  kind  were 
described  and  rated  as  more  sensitive  i nt arporsona I ly  than  had  lenders,  although 
task  competence  was  not  unimportant. 

In  the  latest  study,  which  is  Technical  Report  N'o.  8,  Neidor,  Carpenter,  and 
Hollander  have  extended  this  same  procedure  to  middle- level  managers  in  throe 
different  organizational  settings:  manufacturing,  retail  sales,  and  community  agencies. 
Both  female  and  male  respondents  wore  involved  in  this  survey.  While  there  wero  some 
striking  parallels  between  the  findings  of  this  study  and  the  curlier  one,  the  data 
from  the  critical  incidents  showed  more  variability  in  the  qualities  associated  with 
good  and  bad  leadership  in  those  three  settings  than  did  the  ruling  scales.  Among 
other  things,  it  was  concluded  ihat  rating  scales  gave  more  encrol  information  about 
perceptions  of  good  and  bad  leadership  and  tha  critical  incidents  gavo  more  selective 
information  about  situational  aspects  of  good  and  Led  leadership.  Even  with  Iho 
diversity  observed,  there  docs  appear  to  be  some  common  elements  of  resonance  being 
tapppd  by  these  two  techniques,  however.  A numbor  of  implications  for  furthor  work 
were  identified,  consistent  with  the  exploration  of  leader-follower  relations  in  more 
dynamic  torms. 


u 


Technical  Reports  and  Rolalod  Publications 


Hollander,  E . P.,  Fallon,  0.  J.,  A Edwards,  M.  T.  Sow?  aspects  cf  influence  end 

acceptability  for  appointed  and  elected  group  leaders.  Techniciii  Report  Ho.  I, 

State  University  of  New  York  at  Buffalo,  Department  of  Psychology,  July  1976. 

Published  in  Journal  of  Psychology,  1977,  95>  289-296. 

Hollander,  E.  P.  Leadership  and  social  exchange  processes.  Technical  Report  Ho.  2, 

State  University  of  Hew  York  at  Buffalo,  September  1976. 

In  Press  in  K.  J.  Bergen,  M.  S.  Greenberg,  A R.  H.  Willis  (Eds.)  Social  Exchange: 
Advances  in  Theory  and  Research,  New  York:  Wi loy-Wi niton. 

Gleason,  J.  M.,  Seaman,  F.  J.,  A Hollander,  F.  P.  Emergent  leadership  processes  as  a 
function  cf  task  structure  and  Machiavellianism.  Technical  Report  Ho.  3,  Steto 
University  of  New  York  at  Buffalo,  Department  o ( Psychology,  November  1976, 

Published  in  Social  Behavior  end  Persona  I i ty,  1978,  6(1),  33-36, 

Hoi  lander,  E.  P.,  & Julian,  J.  W.  A further  look  at  leader  legitimacy,  influence,  and 
innovation.  Technical  Report  No.  4,  Stale  University  oi  New  York  at  Buffalo, 

Depart., ent  of  Psychology,  Juno  1977. 

Published  in  L.  Berkowitz  (Ed.)  Group  processes.  New  York:  Academic  Press,  1978, 

153-165. 

Hollander,  E.  P.,  A (Voider,  L.  L.  An  exploratory  study  using  critical  incidents  and 
rating  scales  to  compare  good  and  bad  leadership.  Technical  Report  No.  5,  State 
University  of  New  York  at  Buffalo,  Department  of  Psychology,  Ju I \ 1977. 

Hoi  lander,  E.  P.  Leadership  dynamics:  A transactional  perspective.  Technical  Report 
No.  6,  Stato  University  of  Hew  York. at  Buffalo,  Department  of  Psychology,  February 
1978. 

Presented  in  the  Symposium  on  "Mew  Light  on  Leadership  Processes"  at  the  Annual 
Mootings  of  the  American  Association  for  iho  Advance/,  uni  of  Science,  Washington, 

D.  C.,  February  15,  1978,  and  drawn  from  Hollander,  E.  P.  Leadership  Dyn  -.ics: 

A Practical  Guido  to  Effective  Relation:  him.  New  York:  Free  Pross/i  -cmi  1 Ian,  1978. 

Hollander,  E.  P.,  A Yoder,  J.  Some  issues  in  comparing  women  and  men  as  leaders.  Tech- 
nical Report  No.  7,  State  University  of  New  York  at  Bu'falo,  Department  of  Psychology 
November  1978. 

Submitted  tor  publication  in  Sax  Roles. 

Neider,  L.  L.,  Carpenter,  W.  A.,  A Hollander,  E.  P.  Assessing  good  and  bad  leadership 
using  critical  incidents  and  rating  scalos  in  throe  organizational  settings:  A 
follow-up  study.  Tochnical  Report  No.  8,  State  University  of  New  York  at  Buffalo, 
Department  of  Psychology,  July  1979. 


Tochnicol  Report  Distribution  List 


Office  of  Haval  Rosearch  (3  cop i os) 

(Coda  452) 

800  N.  Quincy  St. 

Arlington,  Virginia  22217 

Director,  U.  S.  Naval  Research 
Laboratory  (6  cop i os) 

Washington,  D.  C.  20390 

ATTN:  Technical  Information  Division 

Defense  Documentation  Center  (!2  copies) 
Du  i 1 c'  inp  5 
Cameron  Station 
Alexandria,  Virginia  22314 

Library,  Coda  2029  (6  cop 'os) 

II.  S.  Naval  Research  Laboratory 
Washington,  D,  C.  20390 

SeJonca  A Technology  Division 
Library  Congress 
Wa-hl.igtor.,  0.  C.  205*0 

Psychologist 
OUR  Branca  off  ice- 
49^  Sumter  St. 

Boston,  Massachusetts  02210 

Psychologist 
OUR  Branch  Off  ice 
1030  F.  Greon  St. 

Pasadena,  California  91106 

Research  Psychologist 
OMR  Branch  Cffico 
536  S.  Clerk  St. 

Chicago,  llllrois  60505 

Dr.  Arthur  D I a iwes 

Naval  Training  Equipment  Center 

Orlando,  Florida  320’. 3 

Dr.  Prod  E.  F iedler 
Dept,  of  Psychology 
University  of  Washington 
Seattle,  Washington  98105 

Dr.  Rgdi  Klauss 
Syracuse  University 
Pvi  i Ic  AOnin.  Dept. — 

MrrwaM  School 
Syraejso,  How  York  13210 


Dr.  Arie  Lowin 
Duko  University 
Duke  Station 

Durham,  North  Carolina  27705 

Dr.  Morgan  W.  McCall,  Jr. 

Center  for  Creative  Leadership 
5000  Laurinda  Drive 
P.0.  Box  P-l 

Greensboro,  North  Carolina  27402 

Dr.  Teronce  R.  Mitchell 
School  of  Business  Administration 
University  of  Washington 
Scoitlo,  Washington  96195 

Dr.  Manuel  Ramirez 
Systems  end  Evaluations 
232  Swenten  Blvd. 

Santa  Cruz,  Californio  95060 

Dr,  Richard  Steers 
Graduate  School  of  Manago.mant 
and  Business 
University  of  0rec.cn 
Eugene,  Oregon  9/403 

Dr.  Victor  H.  Vroom 

School  of  Organ lent ional  Management 

Yale  University 

56  Hill  house  two , 

New  Haven,  Connecticut  06520 

Dr.  Paul  Wall 

Division  of  Behavioral  Science 
Tuskegeo  Institute 
T u skego  a , A I ebn.mo  36009 

Military  Assistant  for  Hunan  Resource 
CAD  (EAl.S)  0DCR&E 
Pentagon  3D 1 29 
Washington,  D.  C.  20301 

AF0SR  (ML ) 

UC0  Wilson  Blvd. 

Arlington,  Virginia  22209 

Air  University  L lbrary/LSE-81 10 
Maxwo II  AF B , Alabama  36112 


Army  Research  Institute  (2  copies) 
5001  Eisonhowor  Avonuo 
Alexandria,  Virginia  22333 


HunRRO  (ATT!):  Library) 

300  U.  Washington  St. 
Alexandria,  Virginia  22314 


Chief,  Psychological  Rosourch  Branch 
U.  S.  Coast  Guard  (GP-l/62) 

400  7th  St.,  S.  W. 

Washington,  D.  C.  20590 

Or.  A.  L.  Slefkosky 
Sclent i f ic  Adv I sor 
Commandant  of  the  Marine  Corps 
(Cocio  RD-I ) 

Washington,  D.  C.  20380 

Chief  of  Naval  Personnel 
Assistant  for  Research  Liaison 
(Pnrs-Or ) 

Washington,  D.  C.  20370 

Bureau  of  Naval  Personnel  (Pers-6) 
Assistant  Chief  of  Naval  Personnel 
for  Human  Goals 
Washington,  D.  C.  20370 

Cdr . Paul  D.  Nolson,  MSC,  USN 
Head,  Human  Perf orrronce  Division 
(Co do  trt ) 

Navy  Medical  RAD  Command 
Beihesda,  Maryland 

Navy  Personnel  RAO  Center  (5  copies) 
Code  10 

San  Diego,  Californio  92152 

Command  i ng  Of  f leer 
Naval  Training  Equipment  Center 
Technical  Library 
Orlando,  Florida  32313 

Officer  In  Charge  (Code  L5) 

Naval  Aerospace  Medical  Research  Lab. 
Naval  Aorospaco  Medical  Center 
Pensacola,  Florida  32512 

Copt.  Bruco  G.  Stone,  U.S.N. 

(Code  N-33) 

Director,  Education  A Training 
Rosoarch  and  Program  Development 
Chief  of  Naval  Education  and 
Training  Staff 
Naval  Air  Station 
Ponsocola,  Florida  32503 

Navy  Materiel  Cornnand 
fmployoo  Development  Office,  Cods  SA-65 
P.m.  150  Jeffarr.cn  Fiarn,  Bldg.  #2 
1429  Joff  Davis  Highway 
Arlington,  Virginia  20360 


Director  of  Research 
HurrRRO  Division  ,74  (Infantry) 

P.  0.  Pox  2035 

Fort  Denning,  Georgia  31905 

Journal  Supplement  Abstract  Service 
APA 

1200  17th  St.,  N.  W. 

Washington,  D.  C.  20035 

Mr.  Luigi  Petr u I to 
243!  N.  Edg&v.ood  S+. 

Arlington,  Virginia  22207 

Capt.  Charles  Eal dwin,  U.S.N. 

Bureau  of  Naval  Personnel 
(Pots -65) 

Washington,  D.  C.  20370 

Ms.  Clsa  A.  Porter 
Clearinghouse  on  Productivity  4 
Organ i ?.oi  ional  Effectiveness 
U.  S.  Civil  Service  Commission 
Washington,  D.  C.  20415 

Dr.  Thomas  Gordon 
Effectiveness  Training  Inc. 

531  Stevens  Ave. 

Solona  Beach,  Cal.  92075 

Personnel  Research  end  Development 
Center 

United  States  Civil  Service  Commission 
Butgcu  of  Po! icies  end  Standards 
Vinshing+en,  D.  C.  20415 

Department  of  Ino  Air  Force 

Air  Force  Institute  of  Technology  (AU) 

AFIT/SLGR  (LT  Coi  Umstot) 

Wright -Patterson  Air  Force  Base 
Ohio  45433 

Headquarters,  Forces  Command 

AFPE'HR 

Ft.  McPherson 

Georg io  3D330 

Eugone  F.  Stone 

Dept,  of  Administrative  Sclencos 

Purdue  University 

West  Lofoyotto,  Indiana  47907 


